The Committee on State Government Organization, commonly known as the Shefelman Committee, produced
a series of reports examining the organization of state government under the Langlie administration. The two
reports highlighted here are available through the Washington State Library as well as others in the series.
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e g . On February 7, 8, and 9, 1952, the Committee held a
EX-OFFICIO MEMBERS: series of conferences with twenty-three of the State's important
g oersring ompd executive officers. Each of the officials was encouraged to

SeN. OAmuro 1. Saans make a statement based on the attached list of questions, which

Rep. MutoN R. Loxey were distributed some time before the opening date of the con-
e ferences. Some of the officers spoke without notes, others fur=

Rz;«;:; c:;fA:orieullure nished the staff with copies of their remarks, while still others

Office of the Governor distributed reproduced statements in quantity.
For the Elective Officicls
P ivhiont Aol The minutes, enclosed herewith, are a summary of sub-
DoX Sy STH  Gemerat BUBNY1ally all materials submitted, including the transcribed
stenographic notes of the conferences and the prepared state-
ments. An effort has been made to reduce the size of the sum~

mary as much as possible without impairing the content.

The full record of the proceeds is on file in the
Committee's office in Olympia.

OMAR A. COLEMAN, Executive Secretary
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The above report called “Minutes of Conferences with State Executive Officials,” discusses the roles of twenty-
three executive officers, some of whom comment on personnel issues of 1952 as seen below:

In response to a question, the Governor stated that he had recommended to the
legislature at the last session that a uniform merit system be enacted for the
whole state govermment. In the Governor's opinion this is of the greatest import-
ance. It is one of the reasons that the state gets better employees than its
salary schedule would warrant. "People feel there is a possibility of centinuous
employment in good times and bad. They like the public service. Unfortunately,
we have salaries not commensurate with private employment. A merit system would
certainly strengthen that system. I believe in it firmly."

The entire pubication can be viewed at the Washington State Library.
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View also the Committee on State Government Organziation’s “Summary Explanation of the Provisions of
Personnel Bill Adopted by the Committee on April 3, 1954.”

The Shefelman Committee’s work on personnel organization was the basis of bills brought before the
Legislature in the 1950s. Unfortunately, the Legislature was unable to come to agreement on any reform
legislation. However, the discussions helped form the impetus to the reform brought by Initiative 207 in
1960.


http://www.secstate.wa.gov/library/docs/sgoc/minutesconferences_2006_206.pdf

COMMITTEE ON STATE GOVERNMENT ORGANIZATION
House Committee Room 7, Legislative Building

Olympia, Washington

Summary Explanation of tha Provicsions of Personnel
Bill Adopted by the Committee on April 3, 1954.

It is the purpose of this proposal to provide flexible authority and machinery
for the regulation, supervision, and promotion of a modern and positive system of per=-
sonnel management uniformly in all executive agencies of the state government, in ac~
cordance with standards and procedures of proved worth in both private and publie
management, It would insure that persons in state employ shall be hired, trained,
vromoted, disciplined, or removed from the service, on the sole basis of merit and
<itness and performance on the job, The measure would provide the means for insuring
uniform and equitable treatment of all employees below the top levels of political
responsibility, The legislative and judicial branches of the govermment, as well as
top administrators, would be exempt, Junior colleges are not mentioned, since each of
them is managed as a part of a local school system, They are not "state agencies,"

The keynote of the proposal is flexibility, Its method is the establishment of a
new central personnel agency and a personnel advisory committee, The agency would
consist of a bi-partisan personnel board and a director of personnel, with staff, The
board would have broad authority to carry out the purposes of the proposal, There is
2 minimum of specification of personnel rules_in the bill, The section on rules, for
example, simply indicates the subjects to be covered, and leaves the substantive con-
tent to the board (Sec. 18), The board would appoint a personnel director who would
e responsible to the board for the management of all the agency's operations, and
would hold office at the pleasure of the board,

A personnel advisory committee consisting of subordinates of elective officials
and other major employing agencies would be the mechanism for insuring that the needs
and desires of operating departments would be considered by the central personnel
agency in formulating policy, in supervising and assisting in its implementation, and
in performing services,

Incompetent or unsatisfactory persons would not be "frozen" in their jobs, The
personnel agency would have ample latitude to adjust its rules and procedures to fa-
cilitate removal of such "dead wood," on the basis of job performance,

4s private citizens, off the job, employees would be free, to a considerable de-
gree, to participate in political activity, but not to hold political office, They
would be completely free to pursue their work as public employees without any commit-
ment to partisan loyalty, The state, accordingly, would be in a position to recruit
the best qualified people available, Well qualified young persons could look forward
to the doing of professional or technical work for the state without fear of political
vicissitudes,

Section 1, ngction 17 Y As already indicated, the purpose of this bill is to
establish a single system of personnel management for the executive branch of the

1/ Section numbers shown in brackets are those of the draft bill submitted to the
Legislative Council by its subcommittee on State and Local Government,
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state government, The guiding principle of the system would be the treatment of all
employees in the same way with respect to appointments, promotions, discipline, and
the 1like, and the encouragement and promotion of methode and ettitudes that will re-
sult in a work force of maximum efficiency, At the present time personnel policies
and practices differ widely among the various agencies, The State Personnel Board
regulates a merit system covering the departments of Public Assistance, Employment
Security, Health, Fisheries (by statute), and the Department of Public Institutions
(in part by statute and in part by executive order), About sixty=four hundred posi=
tions are covered, The Highway Department, under a legislative mandate, has estabe
iished a merit system covering about one-half of its employees, or about thirteen hun~
ired positions, Maintenance and shop employeces to the number of about twelve hundred
are outside this system, Each of these two systems is based upon a single, brief sec-
tion of the Code, The State Patrol manages its uniformed personnel, about two hundred
aixty~three in number, in accordance with more thoroughly developed statutes setting
“orth the manner in which appointments and promotions should be made and disciplinary
seasures taken, The remaining two hundred eighty-nine employees of the Patrol are
“civilians" whose positions are subject to the regulations of the Committee on Stane
dards, The Department of Labor and Industries has established a merit system by proo~
~amation of the governor, covering three hundred ninety positions, Except for the de-
Jartments headed by elective officials, all other departments and agencies of the ex=
ecutive branch manage their personnel in accordance with instructions issued by the
cmmittee on Standards, a part of the Administrative Board, Each of the elective of-
ricials regulates personnel management for his department,

Although considerable cooperative effort has been made to co-ordinate the various
separate systems, such co-ordination is difficult or impossible in the absence of a
:iear declaration of policy by the legislature with a single agency responsible for
.mterpretation and implementation of that policy,

Section 2 ZSao. 27 sets forth certain definitions for the purposes of the bill,

Section 3 zgac. 27 establishes a central personnel agency consisting of a person-
nel board and a director, and provides that the provisions of the act shall apply,
generally speaking, to all of the agencies of the executive branch of the government,
Other provisions of the bill set forth the legislative policy vhich the new agency
would be responsible to make effective. Complete coverage, with exceptions stated in
succeeding sections of the bill, and the establishment of a single agency, afford the
means for uniform and gguitable ireatment of all emplovees of the executive branch of

the government,

[gec. 47 excludes from the coverage of the act the legislative and ju-
dicial branches and the institutions of higher learning, but provides that the central
agency may meke its services avallable to any of these, or to municipal corporations,
on a reimbursable basis, if it receives a request to do so, This provision is in ac-
cord with the principle of the separation of powers, and recognizes the special posi-
tion of the institutions of higher learning.

Section 5 deo. 57 exempts from the coverage of the bill the heads of the various
departments and agencies and other statutory positions, These are the highest posi-
tions of political responsibility in the executive branch, Tenure in such positions
should depend on the electorate or the appointing authority, as the case may be, since
it is through these positions that policy direction is accomplished,
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Section 6 dec. §7 exempts specified positions of a confidential or special na-
ture, and gives the board authority to exempt additional positions if it finds that
they are of a policy-making nature. No way has been found of preparing a complete
list of such positions or a definition of them for inclusion in the bill that would
not have the disadvantage of undue rigidity or possible coverage of positions that
ought to be exempt, Administrative discretion would be necessary, therefore, and the
board is the proper agency to exercise such discretion if the policy of the bill is tc

be protected,

Section 7 2/ makes available to the heads of the various agencies persons who
have acquired status in the classified service who might be willing to accept appoint-
ment to exempt positions, In accepting such an appointment an employee would not be
required to abandon all of his rights acquired as an employee in the classified ser-
vice, He would be eligible for reemployment in the classified service upon termina-
tion of his duties in the exempt position if a vacancy for vhich he was qualified ex-
isted at that time, The experience of seasoned state employees with classified status
should be available to department heads in filling exempt positions, but such employ-
ees should not be faced with complete loss of status in the classified service as the

price of taking such a position,

Section 8 /Sec, 7/ establishes a bi-partisan personnel board of five members, in-
cluding representation from organized labor, The governor would appoint the members
to serve overlapping terms of six years each, with the advice and consent of the Sen-
ate, The provision is such as to require that these appointments be made at a time
vhen the legislature is in session so that the Senate's action can be made effective,
Certain persons would be ineligible for service on the board, These persons fall in-
to four classes: First, those who hold office in any political party; second, those
who hold any public office; third, those vho are paid employees of the state or any o
its political subdivisions; and, fourth, those who may be convicted by a court of a
felony or a gross misdemeanor involving moral turpitude, This provision iauintended
to remove the board and the system from direct control in the particular interest of
any party organization, or any public officer, or any employees,

Subsection (f) of this section provides for removal of members of the board by
the covernor for the usual causes of incapacity, incompetence, and the like, and af-
fords opportunity for appeal from such removal to the superior court of Thurston
County. Such a provision is intended to insure that removal will be undertaken only
in those cases that will bear the light of a judicial hearing,

Subsection (g) provides that each board member shall be paid ,25.00 per day for
attendance at official meetings of the board., After the first year each board member
is limited to receipt of 700,00 for this purpose per year., No limit is placed on the
total of such payments that*may be made during the first year because the amount of
work required by the board in establishing the new system would almost certainly be
greater than during any succeeding year and would be very hard to prediect, The usual
provision is made for reimbursement of necessary travel and other expenses,

Subsection (h) provides that the board shall choose its own officers anmally,
The limitation on the number of successive terms that a member may serve as chairman

or vice-chairman of the board is intended to protect the board against the possibility
that it might fall under the domination of one or two memters,

2/ The Legislative Council's bill does not contain this section,
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Subsection (i) provides that the Director of Budget may participate in the pro-
ceedings of the personnel board without a vote, The close relation between classifi-
cation and pay plans and the budget demands that the Director of Budget or such other
officer as may inherit his powers should have a voice, if not a vote, in the determin-

ation of these matters.

Section 9 dec. §7 establishes the office of director of personnel and provides
that he shall be appointed by the board and shall serve at its pleasure, The direct-
or is to be chosen after a competitive examination, but the board is directed to make
a provisional appointment immediately to assist it, pending the recruitment of a dir-
ector by competitive examination, It is to be expected that recruitment of the dir=-
ector may require considerable time if a highly qualified and experienced person is to
be employed, The board would be free to search the country over for such a person,
Persons who have held office in partisan political organizations during the two years
preceding are ineligible for employment in the position of director. This provision
is intended to protect the policy of the bill and to remove the possibility of the
imputation of partisan control. It is the intention of this section that the person
eppointed to the office of director shall have the highest possible professional qual=
ifications in the field of personnel administration,

Section 10 dec, 27 establishes a personnel advisory committee to be composed of
representatives of major employing agencies of the state, This section provides the
means for advisory participation by the operating departments in the framing of regu-
lations and other activities of the central agency., The success of the new personnel
agency in accomplishing the purposes for which it is intended will depend to a great
degree on the development of a close working relationship between it and the employ-
ing departments, The central personnel agency would be required to give consideration
to the needs of the various operations. The committee would perform the dual function
of representing the major employing agencies and of deliberation upon the differences
in needs and points of view among the various departments. The substantial indepen=
dence of the committee with respect to the central personnel agency is protected by
the provision that it shall adopt its own rules and procedures for its deliberations,
and the further provision that the director of personnel shall have no official posi-
tion on the committee, but may attend its meetings. To forestall the possibility
that the committee might not be used by the personnel agency or might become inactive,
the committee is required to meet at least once each month, Such a committee is of
the greatest importance in view of the considerable diversity of the organization of
the executive branch of the state government,

Section 11 [gec. 197 sets forth the general powers and duties of the board. Em-
phasis is placed upon the board's duty to foster and encourage the improvement of
personnel management in the executive branch and to make use of all available assist=-
ance to this end, In addition, the board is given the sole authority to promulgate.
rules and regulations governing personnel management in the executive branch, Sec-
tions 10 and 21 of the bill are intended to insure that both agency heads and employ-
ees are consulted before promulgation of rules, regulations, and orders. The provi-
sion for filing and a waiting period of fifteen days is further assurance that public
record of such rules will be made and time will be afforded for the making of any
further representations to the board by any interested party., The board is not
limited to the consideration of recommendations made to it by the director in the
preparation of rules and regulations, It may act on its own motion and go to other
sources, Under this section the board would become the source of uniform interpreta-

tion of legislative policy,
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Section 12 fSec, 11/ gives to the board the authority to hold inquiries and to
make investigations and to make recommendations to the legislature and to the gover-
nor with respect to the administration of the personnel system, The section, fur-
ther, would authorize the board to make agreements with cities, counties, and other
political subdivisions of the state with respect to the joint use by the state and
such governmental units of such techniques and procedures as examination and other
aspects of recruitment, joint eligible lists, and the like,

Section 13 [550. 127 provides that the board shall have no administrative duties
and that it shall not have the power to direct any subordinate employees except its
oun director of personnel, who, as noted above, would hold office at the pleasure of
the board, This provision is intended to curb the general tendency of boards and
commissions to rermit their attention to be absorbed by the details of administration
Two bad effects result from this tendency, First, the members! attention is divertec
from the important matters of policy to which they should be free to devote them=
selves; and, second, the responsibility of the agency's chief administrative officer
may be impaired,

Section 14 [S-oc. 13/ provides that the board shall regulate dismissals, suspen-
sions, and demotions of state employees, Under the flexible provisions of this sec-
tion the board would promulgate rules setting forth the causes for which employees
might be disciplined or removed, and the procedures to be followed by the employing
agency in such cases. The board would then hear appeals initiated by employees to
determine vhether or not the employing agency concerned in each case had acted prop-
erly in accordance with the rules, The board would, accordingly, be in a position to
prevent the "freezing" of persons in their jobs regardless of incompetence, lack of
interest, insubordination, or other just cause for removal, On the other hand, it
would be in a position to insure that discipline and removal were equitably accom-
plished, and that they were limited to proper cases. The board would be able to
adapt its rules to changing conditionms,

Section 15 dec. 147 gives to the director of personnel the duties of supervis-
ing the central personnel agency's operations, preparing rules and regulations for
consideration of the board, and making the application of the act effective, The
director is to be secretary to the board and keep its records, His chief function,
hovever, would be leadership in the development of improved personnel administration
in the employing agencies, The director shares with the board this responsibility
for improvement in personnel administration in the state service, He would constant-
ly study and analyze the operation of the act and recommend improvements to the board
and to the governor, In short, his would be more of a leadership and service func-
tion than a "polieing" function, although he would be responsible to insure compliance
with the law and the agency's rules and regulations,

Section 16 [Eéc. 157 would abolish the present state personnel board and trans-
fer all of its functions, employees, records, equipment, and the like to the new

agency.

Section 17 Zgbc. 1§7 is the "grandfather clause"--the provision for "covering-
in" of persons employed on the effective date of the act, which would be July 1, 1955,
(See Section 33,) The provision divides employees into two categories, those who
would be given permanent status automatically under the new system as classified em-
ployees, and the remainder, The first of these categories would include: (a) Those
having such status on July 1, 1955 under one or another of the existing merit systems
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established by law; and (b) all other employees still employed on July 1, 1955 who
had completed at least two years of consecutive employment on November 1, 1954, Per-
sons having probationary status under one of the merit systems established by law
would continue in that status, The board would have authority to establish standards
and procedures for retention or separation of all employees in the second category
and for the granting of such status under the new system as such employees might mer-
it, By this means, the proposal avoids on the one hand the impossible turden of giv-
ing competitive examinations to all members of this last category of personnel and,
on the other hand, the somewhat doubtful propriety of granting permanent status to
all employees initially,

Section 18 zgac. 127 sets forth the subject matter to be covered by the rules
ard regulations to be promulgated by the board, The subjects to be covered are thesr
that form a normal part of any good personnel management system, Two things might bte
noted, however, First, this section indicates that the board is the authority which
is to interpret existing statutes on leaves of absence, preference of veterans, and
the 1ike, Second, this section, by leaving these subjects to regulation rather than
statute, leaves with the board flexible authority to adjust its rules on the subjects
covered in this section to changing conditions,

Section 19 ﬁac. 1§7 is a "saving clause" which provides that if any part of the
act should be found to be in conflict with federal requirements precedent to the
receipt of federal funds by the state, such conflicting part shall be inoperative
with respect to the agency concerned, The board is then to make rules and regula-
tions to meet such federal requirements, This provision has particular reference to
the departments of Public Assistance, Employment Security, and Health, and their re-
lationship with the United States Department of Health, Education and Welfare, which
is responsible to determine vhether or not each state is conforming to minimum per-
sonnel standards.

Section 20 Y provides for annual review, at a public hearing, of the classifi-
cation and compensation plans and rules promulgated by the personnel agency, This
provision vould force a periodic public airing of complaints and suggestions con-
cerning the application of the act,

Section 21 dec. 19/ &/ provides for participation of employees in the develop-
ment and administration of personnel policies by the central personnel agency, In
addition to this general provision, subsection (b) gives the board the authority to
adjust its compensation and pay plans to labor market conditions and practices. This
authority 1s Important to various employing agencies in the management of their re-
lations with their employees. The board may authorize employing agencies to draft
classification and compensation plans conforming largely to job classes and pay
scales in private employment of recognized trades, crafts, and other skill groups,
or of semi-skilled labor occupations in various areas throughout the state, The
board would be required, once it had approved such a plan, to delegate authority to
the employing agency for administration of the plan subjcet to the board's supervi-
sion, Subsection (c) is intended to make it clear that this proposal would not
change present provisions for the adjustment by the larine Employees Commission of
relations between the employees of the Puget Sound Ferry System and the Toll Bridge
Authority.

3/ The Legislative Council's bill draft does not contain this section,

4/ The Legislative Council's bill draft has a somewhat different subsection (b).
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Section 22. /Sec. 20/ This provision would have two chief consequences: (a)
It would require certification of all payroll documents by the personnel agency in
order to insure that all persons for whom payment was claimed were employed in ace
cordance with the provisions of the law and the board's rules and regulations; and
(b) it would make it possible to substitute streamlined payroll procedures for the
present vouchering requirements vhere proper,

Sections 23 and 24, decs. 21 and 2g7 State and local agencies are to furnish
facilities to the personnel agency for the giving of examinations, the holding of
hearings, and the like, All state agencies are required to comply with the act and
rules and regulations promulgated thereunder,

Section 25 ngc. 23/ provides that all records of the central personnel agency
weuld be public records and open to public inspection, but the board would be given
authority to classify certain documents as confidential for proper reasons, For
example, some personnel records often reveal personal matters regarding individuals,
vhose rights to privacy should be protected,

Section 26 [Sec, 247 5/ provides that any member of the board, the director,
and persons designated by him, would have authority to administer oaths., Subpoenas
could be issued only by at least two members of the board acting together,

Seeu?ns 27 and 28 /Secs. 25 and 26/ would prohibit two kinds of acts or activ-
ities: (a) Direct participation by employees in the management of partisan political
organizations or campaigns; and (b) the use of fraud, official or political influ-
erce, bribery, or the like, in gaining employment, promotion, or other advantage in
enployment for anyone under the act, State employees could hold such an office as
membership on a local school board, for example, but would be required to resign
their positions as state employees to hold office in a partisan political organiza=-
tion, to manage a political campaign, or to become a candidate for any salaried or
partisan public office, Employees would te free to belong to partisan political or=
ganizations and to pay dues voluntarily to such organizations,

Section 29 zgec. 227 is the severability clause,

Sections 30 through 32. zgecs. 28 and 297 &/ The central personnel agency,
like other executive agencies, would operate in accordance with the budget law and

the pre-audit law, Section 31 provides procedures by vhich each fund out of which
salaries and wages are paid would pay its share of the total costs of the central
personnel agency so that the General Fund would not have to bear the whole expense,
At the end of each fiscal quarter each employing agency would be billed for its pro-
rata share of the expenses of the personnel agency for the previous quarter, Each
agency would then make payments out of each of the funds by vhich it is financed and
from which salaries and wages are paid, on a prorata basis, to the personnel agency,
These payments would be accompanied by statements showing the basis for distribution
of the costs among the various funds, Payments would be deposited in the treasury
to the credit of the General Fund by the director, Reports of employment and pay-
roll regularly made by executive agencies to the legislative Budget Committee indi-
cate that over fifty per cent of the expenses of the central personnel agency would
be repaid in this mamner out of funds other than the General Fund,

The Legislative Council's bill draft is somewhat different,
=4
6/ gﬁgviggigiaﬁive Councilis bill draft contains somewhat different financing
[ ]
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Section 32 dec. 227 &/ makes an appropriation out of the General Fund to the
central personnel agency. The total combined payrolls of the covered agencies, based
on expenditures for salaries and wages for the month of Jamuary, 1954 would be some=-
thing over ,101,000,000,00 for a biennium, It is sometimes stated that 0,5 per cent
of the combined payrolls is a bare minimum amount for the support of a civil service
or merit system operation., It is generally agreed among authorities, however, that
if the agency is to accomplish the objectives set down for it, namely, more efficient
and economical management of personnel, it should have available for its use an
amount nearer to 1 per cent of the combined payrolls covered. The present state per=-
sonnel board's expenditures have averaged 0,81 per cent over the past ten years, with
the percentage declining as the number of positions covered has been increased. The
figure for 1953 was 0,74 per cent, Considering that Jamuary is a low employment
month, and taking 0,8 per cent of covered payrolls as a reasonable amount to finance
th: agency for the initial period, it seems fair to propose an appropriation of
$50,000,00 for the first biennium of the agency's existence, Certain non-recurring
expenditures can be expected to be heavy during the first year or two, especially in
vievu of the deadline set for completion of a uniform classification plan, It should
be noted again that over fifty per cent of this amount would be returned to the Gen-
eral Fund by other funds, The total cost to the General Fund, therefore, on the
basis of an appropriation of $900,000,00, could be expected to be in the neighborhood
of $400,000,00 for the biennium after all reimbursements had been made, that is,
af'ter the end of the "twenty-fifth month" of the biennium,

Section 33'£§ec. 397 makes provision for continuing present personnel rules,
ciassification and pay plans, and other policies and practices in effect until chang-
ed by rule, regulation, or order of the central personnel agency, It can be antici-
p~ted that the change from the old conditions to the new would be gradual, although
the centiral personnel agency is given a mandate to accomplish uniformity in job
classification within a year. In other respects the board would be free to adjust
its rate of progress to the exigencies of the situation as it might develop.

dec ions through would amend existing sections of the Code.,
n_acco ce with the rules for drafting suc endmen the
mission of words from the present text of the Code is shown by

asterisks; the only words added to existine Code provisions b
these gections are those that are underlined in the bill,

Section 34 [Séc. 3;7 would amend the Code by striking provisions which now give
to the Administrative Board the authority to regulate many aspects of personnel ad-
ministration for departments under its jurisdiction,

Section 35 gSéc. 3g7 would amend the Fisheries Code by striking reference to
the present personnel board and the merit system that it regulates,

Section 36 dec. 3}7 would amend the Code by striking present provisions which
give to the Director of Budget the duty of making personmnel classification and pay
surveys and the like,

Sections 37 and 38 /Secs. 34 and 35/ would amend the code_by striking reference
to other Code sections which would be repealed by Section 41 /Sec, 38/ of this bill,

6/ The Legislative Council's bill draft contains somewhat different financing
provisions,
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Both uniformed and "civilian" employees of the State Patrol would thus be brought
under the coverage of the bill,

Section 39 /fSec. 3§7 would amend the Code by striking a brief provision with
respect to the Liquor Control Board's personnel, Such provisions would be covered
by the provisions of this bill and the personnel board's rules,

Sections 40 and 41 decs. 37 and 3§7 would repeal provisions of the Code relat-
ing to personnel management in the following agencies: The Division of Children and
Youth Services of the Department of Public Institutions; Highway Department; Employ~
ment Security Department; Department of Public Assistance and the State Patrol, All
of these provisions would be superseded by the new system,



